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Introduction
Helios Urban Mobility is an organisation focused on making city transport cleaner, smarter, and more environmentally friendly, it develops and supports technologies such as electric vehicles, improved battery systems, and smart transport solutions to help reduce pollution and make travel in cities more efficient. HUM is facing major people-management challenges following its rapid international expansion, including weak onboarding, low employee engagement, and high graduate turnover. This report critically evaluates traditional onboarding and strategic organisational socialisation using theories such as Van Maanen and Schein’s socialisation theory, psychological contract theory, and identity construction theory. 
It also proposes a system that can help HUM transform new employees into committed organisational citizens who actively support organisational goals and culture. It proposes a structured socialisation framework for Helios spanning pre-boarding, the first 90 days, and year one integration. Finally, the report examines mechanisms through which Helios can cultivate organisational identification, ethical professionalism, and a business activist mindset aligned with stakeholder capitalism and the evolving strategic role of HR
Traditional onboarding mainly focuses on administrative tasks and short-term job training, which often fails to create a strong sense of belonging and commitment among employees. In contrast, strategic organisational socialisation helps new employees understand the organisation’s culture, values, and expectations, encouraging stronger engagement and long-term loyalty.
[bookmark: _Toc231576743]TASK A: Socialisation, Identity & Business Activism
[bookmark: _Toc231576744]Designing a System that Transforms New Entrants into Committed Organisational Citizens at Helios
Modern organisations now understand that onboarding is more than just giving new employees paperwork, policies, and job instructions. The way employees are introduced to the organisation affects their motivation, engagement, loyalty, and long-term performance (Tereshchenko and Zakharkevich 2025). 
[bookmark: _Toc231576745]For Helios, creating committed organisational citizens means using a strategic approach to organisational socialisation rather than relying only on traditional onboarding. Organisational citizens are employees who go beyond their basic job duties by showing commitment, teamwork, ethical behaviour, and support for the organisation’s goals and values. This is especially important for organisations that want employees to develop a business activist mindset, where they understand how business decisions affect society and different stakeholders. 
The psychological contract 
Schein (2004) began his work on culture by noting, "If we understand the dynamics of culture, we will be less likely to be puzzled, irritated, and anxious when we encounter the unfamiliar and seemingly irrational behaviour of people in organizations"
The psychological contract is a fundamental notion in understanding contemporary job dynamics. It represents a reciprocal exchange of responsibilities between people, influencing their communications, expectations, and perceptions in the workplace, organization, and sector (Singh and Dhan 2023).  Traditional onboarding often creates a transactional psychological contract focused on economic exchange, performance expectations, and compliance. Employees may therefore view employment primarily as a contractual relationship rather than a partnership.
[bookmark: _Toc231576746]Strategic socialisation seeks to create a relational psychological contract based on trust, mutual commitment, growth, and shared purpose. 
Identity Construction Theory.
Identity construction theory suggests that employees try to understand where they fit within an organisation and whether they belong (Ashforth, Harrison and Corley, 2008). Strategic socialisation helps employees connect their own values with HUM’s mission and goals, creating a stronger sense of identity and belonging (Cooper et al., 2021).
[bookmark: _Toc231576747]Traditional Onboarding
Traditional onboarding is the short-term process used to introduce new employees to an organisation. At Helios Urban Mobility (HUM), this could include activities such as induction presentations, explaining company policies, setting up IT systems, health and safety training, and introducing employees to their job roles and managers (Caldwell and Peters, 2018).
The main aim of traditional onboarding is to help new employees become productive as quickly as possible. Once employees understand their tasks, reporting lines, and workplace rules, they are expected to begin performing their jobs efficiently.
Although this type of onboarding can help reduce confusion and improve role clarity in the early stages, it is often criticised for focusing too much on procedures and compliance rather than employee commitment and cultural integration (Farnese et al., 2018). As a result, employees may learn what they need to do, but they may not fully understand HUM’s mission, values, or wider purpose.
Traditional onboarding also treats employees as passive learners who simply receive information from the organisation. However, employees actively try to understand whether they belong in the organisation and how their personal values connect with the company culture (Cooper et al., 2021). This means employees are not simply trained into a role but are actively shaping how they see themselves within HUM.
If onboarding is too transactional or limited, employees may complete required tasks but fail to develop emotional attachment to the organisation. This weak psychological connection can reduce engagement, weaken commitment, and increase the likelihood of turnover (Woodrow and Guest, 2020; Kim and Moon, 2021).
[bookmark: _Toc231576748]Strategic Organisational Socialisation
Strategic organisational socialisation is a long-term process that helps new employees become fully integrated into the organisation's culture, values, and way of working. At Helios Urban Mobility (HUM), it goes beyond basic onboarding by helping employees feel connected to the company's mission and purpose.
According to Van Maanen and Schein (1979), organisations use different socialisation methods to help employees adapt and fit into the workplace. These methods can include formal training, mentoring, teamwork, and learning through everyday experiences.
Strategic socialisation is also an ongoing process rather than a one-time induction programme. Employees continue learning through feedback, interactions with colleagues, leadership support, and participation in organisational activities.
[bookmark: _Toc231576749]Traditional Onboarding versus Strategic Organisational Socialisation
From a psychological contract perspective, traditional onboarding often creates a basic relationship where employees exchange their work for pay. In contrast, strategic socialisation builds trust, support, and mutual commitment between HUM and its employees. When employees feel that HUM delivers on its promises, they are more likely to remain engaged and committed (Farnese et al., 2018).
Identity construction theory suggests that employees want to understand where they fit within an organisation and whether they belong. Traditional onboarding may not fully address these needs, whereas strategic socialisation helps employees connect their personal values with HUM's mission and culture. This creates a stronger sense of organisational identity and belonging (Ashforth, Harrison and Corley, 2008; Cooper et al., 2021).
Employees are therefore more likely to experience a sense of belonging, identify with HUM's values, work collaboratively, and contribute beyond their basic job responsibilities (Van Maanen and Schein, 1979; Woodrow and Guest, 2020).
Overall traditional onboarding is useful for helping employees learn their job quickly, but strategic organisational socialisation is more effective because it helps employees feel connected to HUM, develop trust in the organisation, and become committed organisational citizens who contribute beyond their normal job duties (Kim and Moon, 2021; Woodrow and Guest, 2020).
[bookmark: _Toc231576750]Helios Socialisation Framework (FIG 1) 
	STAGE 
	KEY ACTIVITIES
	PURPOSE
	ALLOCATED MENTOR

	PRE BOARDING
	Welcome email, online portal access, company information, manager introduction
	Reduces uncertainty and builds engagement before day one
	HR and Line manager

	FIRST 90 DAYS 
	Structured induction, mentor support, role training, regular feedback meetings
	Helps employees learn their role, build relationships, and adapt quickly
	Line Manager

	6 MONTHS
	Mid-year performance review, skills development assessment, additional training opportunities, career development discussion
	Evaluates progress, identifies development needs, and strengthens employee commitment and performance
	Line Manager

	YEAR ONE
	Ongoing development, performance reviews, networking opportunities, career planning
	Reinforces organisational culture and supports long-term retention
	HR and Line Manager



Justification
Using Van Maanen & Schein’s Organisational Socialisation Theory, Helios can guide employees through a planned transition into the organisation. Early communication reduces anxiety, structured onboarding improves role clarity and performance, and continuous development strengthens commitment, engagement, and employee retention. Tuttle (2002) argues that organisational socialisation theories provide important insights for employee integration and development.
[bookmark: _Toc231576751]FIG 2 GANTT CHART
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The Gantt chart operationalises Van Maanen & Schein's theory by scheduling socialisation tactics across the employee journey. Early activities reduce uncertainty, the first 90 days focus on learning and relationship building, and year-one activities reinforce organisational culture, commitment, and retention (Tuttle, 2002).
To cultivate organisational identification, the organisation should clearly communicate its purpose, values, and strategic objectives so that employees understand how their roles contribute to overall success. Research shows that a strong sense of organisational purpose and meaningful work strengthens employee attachment and engagement (Edmans, 2023). Encouraging employee participation in decision-making, providing opportunities for feedback, and creating strong onboarding and mentoring programmes can strengthen employees’ sense of belonging. Inclusive leadership and recognition of contributions further help employees develop an emotional connection with the organisation.
To promote ethical professionalism, organisations should provide regular ethics training and establish clear codes of conduct that define expected behaviours. Leaders must act as role models by demonstrating integrity and accountability in their actions. Ethical behaviour should be incorporated into performance management and reward systems, while confidential whistleblowing and speak-up mechanisms should be available to encourage employees to raise concerns without fear of retaliation. (Desai and Kapadia, 2022).
Developing a business activist mindset, requires employees and HR professionals to build strong business, financial, and strategic awareness. Employees and HR professionals should be encouraged to share their views and challenge decisions when needed, while considering the needs of employees, customers, investors, and the wider community, rather than prioritising profit alone. Integrating Environmental, Social, and Governance (ESG) principles into business strategies, decision making and using workforce data and teamwork across departments can help organisations achieve long-term success and sustainable growth (Ulrich, 2024).
As a result, employees are more likely to identify with the organisation, behave ethically, and contribute to creating sustainable value for employees, customers, shareholders, and wider society.
[bookmark: _Toc231576752]Task B: Job Design for Helios
[bookmark: _Toc231576753]Proposed Innovative Job Design Strategy
Helios should adopt a skills-based job design strategy that combines the Job Characteristics Model (Hackman and Oldham, 1976), Job Crafting Theory (Wrzesniewski and Dutton, 2001), and a Skills-Based Architecture/Internal Talent Marketplace. By focusing on employees' skills rather than fixed job roles, Helios can improve flexibility, employee engagement, and its ability to adapt to changing business needs.
Job Characteristics Model (JCM)
The Job Characteristics Model (Hackman & Oldham, 1976) suggests that certain job design features can enhance employee motivation, job satisfaction, and performance by making work more meaningful and engaging. The model identifies five core job dimensions:
Skill Variety – Employees use a range of skills, talents, and knowledge in their roles rather than performing repetitive tasks. Working on diverse projects and responsibilities helps employees develop multiple competencies, maintain interest in their work, and reduce boredom. 
Task Identity – Employees can complete an entire piece of work or a clearly identifiable outcome from beginning to end. This creates a stronger sense of ownership and accomplishment because individuals can see the direct results of their efforts. 
Task Significance – Employees understand how their work affects colleagues, customers, or the organisation. When employees recognise that their contributions have a significant impact, they are more likely to feel motivated and committed to achieving organisational goals. 
Autonomy – Employees are given the freedom and discretion to make decisions about how, when, and in what order they complete their work. Greater autonomy increases feelings of responsibility and empowerment, which can lead to higher levels of creativity, initiative, and job satisfaction. 
Feedback – Employees receive clear and regular information about their performance through meetings with managers, peers, customers, and digital performance systems. This could be a meeting after every three months. Effective feedback helps employees understand their strengths, identify areas for improvement, and continuously enhance their performance. 
According to the model, jobs that score highly across these five dimensions are more likely to generate higher levels of intrinsic motivation, job satisfaction, employee engagement, and overall performance.
At Helios, jobs should be redesigned around project-based work where employees contribute to end-to-end solutions rather than narrow tasks. This increases responsibility and ownership.
Job Crafting Theory suggests that employees can actively shape aspects of their jobs to better match their strengths, interests, and career goals (Wrzesniewski and Dutton, 2001). At Helios, employees could be encouraged to choose projects that align with their skills and interests, take on challenging assignments to develop new capabilities, collaborate with colleagues across different departments, and suggest improvements to existing work processes. This flexibility enables employees to personalise their work experience while still contributing to the organisation's overall objectives.
[bookmark: _Toc231576755]A skills-based architecture focuses on what employees can do rather than their job titles. Employees can create profiles showing their skills, experience, and career goals, helping Helios make better use of its workforce (Pagano, 2025). An internal talent marketplace allows employees to join projects and new initiatives that match their skills and interests while developing new ones. It also helps the organisation identify skill gaps, encourage movement between roles, and provide relevant training opportunities. Instead of following a fixed career path, employees can move between different projects based on their skills and business needs, making the organisation more flexible and adaptable (Williamson and Carroll 2023).
How the Design Stimulates Intrinsic Motivation and Supports Innovation
The proposed design increases intrinsic motivation by satisfying key psychological needs and creating meaningful work experiences.
The proposed job design increases intrinsic motivation by giving employees more control over their work. According to the Job Characteristics Model, autonomy is an important factor in motivation. Through job crafting and project choice, employees have greater freedom to decide how they contribute, which increases engagement and responsibility (Doblinger, 2023). 
Employees are also more motivated when they understand the value of their work. By seeing how their contributions affect customers, colleagues, and organisational goals, they are more likely to feel their work is meaningful.
Regular feedback from managers and colleagues helps employees understand their performance, improve their skills, and stay focused on development.
The design also supports innovation by encouraging employees to collaborate across departments, join new projects, and share ideas. Exposure to different experiences and perspectives can lead to creative problem-solving and process improvements. Employees who have autonomy and opportunities to develop are often more willing to suggest new ideas and take initiative.
[bookmark: _Toc231576756]Conclusion
Helios should adopt a skills-based job design strategy that combines the Job Characteristics Model, Job Crafting Theory, and a Skills-Based Architecture. This approach gives employees more autonomy, development opportunities, meaningful work, and regular feedback. As a result, employee motivation, innovation, engagement, and organisational flexibility are likely to improve, helping Helios remain competitive in a changing business environment.
[bookmark: _Toc231576757]Task C: Reflective Report
As a future HR professional, I believe Artificial Intelligence (AI) can support decision-making, but it should not replace human judgement. AI can process large amounts of data quickly, identify patterns, and provide useful insights for areas such as recruitment, workforce planning, and performance management. However, AI cannot fully understand emotions, workplace culture, or the context behind individual situations. Because of this, I would use AI as a support tool while still relying on human judgement, ethics, and experience when making final decisions. 
To develop my future employability, I have identified several key areas. First, I want to improve my data literacy skills. This involves becoming more confident in understanding HR data, interpreting reports, and using evidence to support decisions. As organisations become more data-driven, this skill will be essential for making informed and effective HR decisions.
Second, I aim to strengthen my understanding of AI in HR. This includes learning how AI tools are used in recruitment, employee engagement, learning and development, and workforce planning. By understanding both the benefits and limitations of AI, I can use it more responsibly and effectively in the workplace.
Third, I want to develop my strategic influencing skills. HR professionals often need to influence managers and senior leaders to support new ideas or changes. To do this effectively, I will focus on improving my communication, presentation, and relationship-building skills. These will help me explain ideas clearly and build trust with stakeholders.
Finally, I want to improve my global mobility awareness. Many organisations now operate across different countries and cultures, so it is important to understand international HR practices and cultural differences. Developing this awareness will help me work effectively in global teams and adapt to different working environments.
Overall, I believe the future of HR will require a balance of technology and human skills. By developing my data literacy, AI knowledge, strategic influencing abilities, and global awareness, I will be better prepared for future career opportunities and able to contribute effectively to organisational success. This combination of skills will help me make fair, informed, and people focused decisions on a changing work environment.
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